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The BAROMETER is a student newspaper for the exchange of ideas 
and information concerning the development and improvement of 
the professional environment at NPS and within the U. S. Navy. 
Z-GRAMS REVISITED! 
OFFICERS, FACULTY, STAFF and WIVES 
are invited to contribute articles 
of interest to the BAROMETER 









In this issue two reports on the effect of Z-grams will be printed. The first 
is from a report made to CNO of the results of the questionnaire distributed to NPS 
students in November 1971. That report emphasized the effect of rank of respondent 
upon the results. The second passage is a summary of a Z-Gram study directed by 
Dr. Wilcove of the Navy Personnel Research and Development Lab. His results showed 
that the effect of Z-grams is not felt on first term personnel but on second term 
officers and enlisted. 
This will be the last issue of the Barometer for this quarter. 
BAROMETER STUDY 





IJ J I 
1. Background Information on Respondees. The questionaire was answered by 43 commanders 
(and above), 117 lieutenant commanders and 182 lieutenants (and below). The average 
officer responding had been in the Navy five to ten years. Ninety percent of these 
officers hold regular commissions, while 79 percent are unrestricted line officers. The 
highest level of experience for 31 percent was division officer, while 46 percent bad 
served as department heads, 12 percent as executive officer, and 8 percent have had at 
least one command. As evidence that they had experienced the problems which arise with 
separation from family, the lieutenants have spent an average of four years at sea or 
in Vietnam, the lieutenant commanders six years and the commanders eight years. 
2. Grouping of Selected Questions. The thirty four questions selected to demonstrate 
the dependence upon rank can be grouped into several categories because of similarity of 
(~ontent and response. These categories are: 
a. Junior Officer Programs (ten questions) 
b. Promotion Policies (five questions) 
c. Command Appeal (twelve questions) 
d. Overall effect of Z-Grams (seven questions) 
Each category will be considered in turn. 
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3. Summary of Results of Category 
a. Junior Officer Programs. The ten questions grouped in this category treat such 
subjects as the problem of retention, new policies instituted by Z-Grams, and the 
establishment of such human resources development agencies as PERS-P. The category 
results shows that there is a real divergence in the way commanders and junior officers 
view some of the same problems. For example, ten percent more lieutenants than commanders 
feel that retention is the Navy's most serious problem. A proportionately large difference 
(25%) are convinced that relaxation of personal appearance regulations will improve morale 
and increase military effectiveness. This same relative enthusiasm is felt by the junior 
officers for the effect of the Z-Grams on their morale and efficiency. Finally the 
junior officer is more optimistic that the Z-Grams address the real causes of retention 
problems and more convinced that these changes could only be brought about through 
direction from above. It was obvious that the lieutenants felt that they benefited 
personally. 
b. Promotion Policies. If the results of the Junior Policy questions showed that 
the commanders and lieutenants had different viewpoints, they also demonstrated that the 
lieutenant commanders could not be counted on to side with either group consistently. 
The five questions in this category probe the effects of recent promotion policy changes 
which offer greater opportunity for selected junior officers. The lieutenantB naturally 
favor the increased opportunities provided by these changes and the lieutenant commanders 
side with them in this regard. But the latter group also showed that they are convinced 
that the middlemen (including themselves) are being written off. This mid-range 
frustration is even more evident in the lieutenant commander's approach to the slowdown 
in promotion rate. The lieutenants, who face a larger percentage of selection, are 
willing to reduce this percentage rather than split year groups and automatically face 
delay in promotion. The other two groups are not as ready to further reduce their chances, 
so they favored splitting year groups. 
The two questions concerning postgraduate education produced an interesting 
response. The majority of commanders and lieutenant commanders would personally rather 
attend a civilian university, while the lieutenants showed a preference for service 
education. Despite this personal preference, for one type of graduate education, most 
of the officers answering the questionaire felt that the selection boards do not value 
one type of postgraduate education over another. 
c. Command Appeal. In examining the factors which have helped change the attractive-
ness of command, certain causes were singled out as more important than others. The 
lieutenant commanders' view of command appeal was just as distinctive as was their opinion 
of promotion programs quoted previously. For example, the group felt the availability 
of resources was less important for command than did the commanders or lieutenants, but 
they felt that excessive guidance and supervision by superiors was more detrimental to 
command attractiveness. The lieutenant commanders were also discouraged by the fact that 
more and more of the ships they hoped to command are being placed in a limited duty 
status. Although this was not looked upon as a predominant factor, the 8% difference 
between lieutenant commanders and commanders shows the effect of this "sign of the times." 
When asked for suggested changes which would improve command appeal, the commanders 
stand out in recommending such improvements as increasing the availability of needed 
resources, providing greater command flexibility within existing policies, providing 
command pay, giving greater weight to successful command tours for selection. While the 
trend evidenced by the majority of the respondees is clear, the lieutenants and lieutenant 
commanders have different opinions as to what factors will provide significant improve-
ment. The lieutenant commanders do not agree successful command should be given additional 
weight for selection, perhaps because they realize that fewer of them will have a chance 
to command. On the other hand, both the junior groups would swiftly eliminate poor 
performers from command, giving further evidence that commands are at a premium today. 
Finally, the lieutenant commanders are less satisfied with such incentives as command pay 
or increased fringe benefits than the commanders seem to be. 
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d. Overall Effect of Z-Gram Programs. This final category sUITlmarizes the overnll 
effect of the Z-Gram Programs, and, as might be expected from the previous categories, 
there is a real difference of opinion, not as to the direction of the Z-Gram Programs, 
but in regard to the magnitude of the benefits which will result. In the opinion of the 
majority of the commanders, the Z-Grams have focused on some of the Navy's important 
personnel problems and have provided good to adequate solutions to the problemK addressed; 
the Z-Grams have to bring about change too quickly, and there will be only a moderate 
increase in retention as a result of these changes. In their view the Z-Grarrs have 
benefited non-rated and junior petty officers, all naval personnel and junior officers 
in that order. 
In the opinion of the junior officers the Z-Grams have addressed not some but 
most of the personnel problems and have provided good solutions. Interestingly enough 
this group does not single out junior officers as beneficiaries of the Z-Gram Programs, 
but stresses the benefit received by naval personnel. While this group agrees with the 
commanders in regard to soundness of the direction of the Programs, the lieutenants in 
particular are convinced that the pace of the changes was justabout right • . In regand to 
retention this junior group is more optimistic about the power of the changes brought 
about by the Z-Grams. 
4. Summary. On the whole, the results of the questionaire show that the majority of 
the commanders, lieutenant commanders, and lieutenants who answer the multiple choice 
questions agreed that the Z-Gram Programs were necessary tended in the right direction. 
The different programs identified some to many of the personnel problems and provided at 
least adequate solutions which will probably be implemented. However, an analysis of the 
differences between the responses of the three groups shows that the commanders, even 
though they agree that the changes were necessary, tend to be more reserved in their 
assessment of the potential of these programs. On the other hand, the lieutenants, who 
were the subjects of many of the programs, were decidedly more enthusiastic about the 
need for and the benefit to be expected from these changes. 
The opinions of these two groups was predictable. A far more interesting and less 
predictable role was played by the lieutenant commanders who at times sided with the 
conservatism of the commanders, at other times with the optimism of the lieutenants, but 
occasionally demonstrated their own peculiar slant, particularly in the area of command 
appeal. The value of the individual contributions of each group can be judged from 
the selections which are included in Enclosure (3). 
These results are not intended to be conclusive in themselves, but they do indicate 
that this information can be used to provide a new dimension to the results achieved in 
the Naval War College study. In this regard the purpose of the Postgraduate School study 
has been fulfilled. 
NAVAL PERSONNEL LAB STUDY 
Purpose 
This study was conducted to determine the initial effect of recent personnel policy 
changes implemented by "Z-Grams" on officer and enlis ted personnel. More specifically, 
the purpose was to determine the degree of acceptance of the changes and how they affected 
perceptions of the attractiveness of Navy life, morale, job satisfaction and Navy career 
plans. 
Problem 
The Chief of Naval Operations has initiated a number of personnel changes since 
assuming command approximately one year ago. His directives are aimed at humanizing the 
Navy through renewed consideration of individual needs. While these changes seemed to 
have face validity in terms of policy objectives, little systematic evidence existed on 
their subsequent effect. The Naval Personnel Research and Development Laboratory, 
Washington, D. C., was thus requested to conduct a preliminary evaluation of reactions to 
these policy initiatives. 
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Approach 
Questionnaires were mailed to a random sample of enlisted men and officers. 
Questionnaires suitable for analysis were received from 5,616 officers and 11,933 enlisted 
men. The vehicle for the data collection was the Navy Personnel Survey (NPS) 71-1. 
Enlisted Findings 
Eigh ty-six percent of the enlisted men believed the "Z-Grams" have been good for the 
Navy. When questioned more directly, a majority of enlisted men reported that Navy life 
had improved in five out of eight areas. These areas were: regulations (79%), leave and 
liberty privileges (64%), personal services (59%), living and housing conditions (54%), 
and family services (52%). The men were about equally divided in their assessment of 
the equal rights opportunity area. Approximately equal numbers of them believed that 
~avy life had improved (47%) and that it had remained unchanged (44%). 
Except in the area of regulations, the longer a man's length of service, the more 
likely he was to perceive life as improved. The opposite was true for the regulations 
area: the shorter a man's length of service, the more likely he was of seeing Navy life 
as improved. It was also found that the more men perceived their command as supporting 
Z-Grams, the more they viewed the recent policy changes, including regulations, as improving 
Navy life. Generally speaking, few men believed that Navy life had worsened as a result 
of the policy changes. 
Enlisted men believed that the recent policy changes had a favorable impact on 
personal freedom (67%), respect for professional skills (51%), feelings of pride and 
responsibility for Warrant Officers and Petty Officers (51%), and morale (51%). Appre-
ciably less men noted improved satisfaction with working conditions (41%) and a large 
percentage believed that enlisted personnel were still dissatisfied with Navy life (47%) 
The recent policy changes have generally had a mixed effect on career motivation. 
They have had basically no impact, one way or the other, on the retention plans of 
first enlistees. However, 13% of the second enlistees now plan to make the Navy their 
career whereas previously they planned to leave. Only five percent, in contrast, were 
originally career motivated and have now changed their minds and plan to leave. This 
represents a net gain of eight percent for the Navy in the number of career motivated 
second enlistment men. Furthermore, of all the second enlistees who are career motivated, 
24% are reenlisting because of the recent policy changes. 
Officer Findings 
Eighty-five percent of the officers believed that "Z-Grams" have been good for the 
Navy. When questioned for more specific information, a majority of the officers reported 
that Navy life had improved in six out of eight areas. These were: leave and liberty 
privileges (74%), personal services (71%), regulations (67%), family services (58%), 
equal rights opportunities (57%), and retention programs (51%). Navy life was not 
perceived to have changed in the areas of living and housing conditions (51%) and career 
development programs (54%). 
Believing Navy life had improved was associated with perceiving that one's career 
~ad become progressively more attractive. Furthermore, officers who thought Navy life had 
improved tended to be attached to commands who supported Z-Grams. Generally speaking, 
few officers considered life to have worsened as a result of the recent policy changes. 
Officers reported that these policy changes had a favorable impact on personal 
freedom (76%), feelings of pride and responsibility among Warrant and Petty Officers (66%), 
respect for professional skills (50%), and morale (49%). Fewer officers noted improved 
satisfaction with working conditions (42%) or with Navy life generally (33%). Thirtynine 
percent believed men were still dissatisfied with Navy life. 
- 5-
The recent policy changes have had a positive effect on career motivation and 
retention for first obligers. Twenty-one percent of those officers who plan to make the 
Navy their careers decided to do so because of recent policy changes. OveraD, four 
percent of the initial obligation officers who planned to leave the Navy have changed 
their minds and now plan to make it their career, while two percent of the officers who 
planned to make the Navy their career nm" plan to leave. The net result is a two percent 
gain in career motivated, initial obligation officers. 
In contrast, no gain was noted for officers serving beyond their original obligation. 
Two percent of the officers who planned to stay in the Navy have changed their minds and 
now plan to leave the Navy. Two percent have changed their minds as a result of the 
recent policy changes and now plan to make the Navy their careers. 
CAMPUS ORGANIZATIONS - FEATURE 
The services provided by the two organizations featured this week combine the 
recreational and professional activities of a large segment of the NPS student body. 
The two military flying clubs in the Monterey area have taken up (to some extent at least) 
the task of helping aviators maintain a slight degree of proficiency. Also many NPS 
students have found that these clubs are excellent devices for introducing their dependents 
to the joys of flying. 
MONTEREY NAVY FL"ING CLUB 
The Navy Flying Club is located at the Monterey Peninsula Airport. In what we,e 
previously NALF buildings. The Club is open to most readers of the Barometer. There is 
an initiation fee and monthly dues however the rates for aircraft are considerab 1)' lower 
than commercial operators. The Club flies several different types of aircraft from 
Cessna l50's to Beechcraft T-34's and has an active flight instruction program. Further 
information may be obtained from the Club Office at 372-7033. 
FORT ORD FLYING CLUB 
Like the Navy Club, the FOFC is open to most readers of the Barometer and their 
dependents. It is located at Fritzsche Army Air Field in Marina. It has rates which are 
comparable to those charged by the Navy Club but does have a wider selection of aircraft -
from Birddogs to Piper Apaches. The FOFC also has a complete VA approved Flight and 
Ground School and has a glider available. Additional information may be obtained by 
calling 242-5451 between 1400 and 1800. 
